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In 1973, in keeping with its general mission to improve planning
and management in postsecondary education, NCHEMS launched
an Intrainstitutional Planning and Management pro{ect. The pro-
ject ohjective was to help college and university administrators
examine planning and management concerns at the various levels of
program activity—department, school, college, and division.
During 1973 and 1974, project staff developed a Faculty/Activity
Matching Model and then an Academic Unit Planning Manual
(1UPM), which incorporated the matchiiig model. These products
underwent field review in 1974 at Ball State University and the Uni-
versity of Minnesota.

The field review experience led to two main conclusions. The first
was that AUPM could be used to provide a common information
profile about each academic unit that the unit head would find use-
ful in using budget resources more efficiently and equitably and in
contributing to more coordinated, compatible institutional plan- -
ning. The second conclusion reached b: aost parzicipants in the
field review was that AUPM did not focu. adequately on planning
because it did not investigate or address process and procedural
questions. The re.ationships between unit and institution-wide
planning, the motivational aspects of planning, the relationship of
planning to resource allocation, and the context for planning were
all viewed as equal in importance with the standard information
profile in fostering improv-d planning.

vil
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Published in 1976, AUPM incorporated many suggestions made
by field-review participants at Ball State and at Minnesota. But it
did not alter its focus on the provision of common unit information.
However, NCHEMS continued the project lchanging its name to
Intrainstitutional Planning,> Management, and Evaluation) and
investigated the process and procedural aspects of institutional
planning. An IIPME project task force of advisors met with Center
staff in June, 1976, to plan project activities. It was decided to in-
vestigate the academic planning process through i.stituiional case
studies, which were undertaken in late 1976 and completec in the
fall of 1977 with the publication of Academic Planning: Four Insti-
tutional Case Studies.

At the outset of the IIPME project, a good variety of institutions
were found to be engaged in formal, structured acade.nic planning.
Project staff and the task force decided that the best strategy would
be to limit the case studies to just four institutions, each repre-
senting one of the major institutional categories. It would then be
possible to investigate their planning processes in depth and gain
more insight in the long run than would derive from a more broadly
based but necessarily more superficial investigation. Project staff
determined that the most representative mix of four institutions
prepared to cooperate in the case studies would be provided by the
Kansas City Metropolitan Community College District, Villa Maria
College, West Virginia University, and Western Washington
University.

Initial case-study drafts, describing planning procedures and
processes at each institution, were prepared on the basis of materials
provided by each ipstitution and information gained during campus
visits with institutional officers and faculty. These drafts were then
critiqued at the respective institutions by various institutional offi-
cers at the level of dean and above. Second drafts, revised in the
Jdight of these ‘critiques, were then reviewed by the IIPME Task

Force and again by the institutional officers” Final rcvisioss were ’

made to reflect changing conditions at the four institutions’

“The appearance of Academic Planning does not, however, signal
the completion of the IIPME project at NCHEMS. The project
began with the recognition that AUPM, while explicating ways to
acco/rgplisfl informational comparability and compatibility across
aca:éé;illic units, is of limifed utility in the absence of a complemen-
tary document describing ways to incorporate such infoimation
into a formal planning system. Throughout the development of the
case studies, NCHEMS received a battery of queggjons from ad-
ministrators in various institutions who were familiar with AUPM
anc with the continuing IIPME proiect. Most of these questions
concerned the adaptability to other institutional settings of the pro-
cedures and processes that would be described in the case studies.
The inquiries gave strong indication that a handbook offering
guidance in the design, development, and implementation of aca-
demic planning procedures and processes would indeed be a useful

8
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management aid. The tectiniques employ:‘.d at the case-study insti-
tutions do represent potenjfai models for adaptation at other insti-
tutions. Project staff have received much comment;\lbwever, in
favor of the development of a docuiient providing a more specific
and prescriptive approach to academic planning. More0ver, the
handbook notion has been endorsed by the IIPME Task Force.
Accordingly, NCHEMS will develop in. 197§ a fieldfeview
edition of 2 handbook aimed at supporting development and imple-
mentation of planning-procedures and processes tailored to the
needs of individual institutions and sensitive to resource .eallocation
issues. Neil Bucklew, Provost and Acaderfiic Vice President of Ohio

University, will serve as consultant.16 staff drafting the handbook. __

The 1IPME Task Force will continue to provide giidance

and advice 7{1, .

Sinice institutions of higher education are dynamic and since they
differ with respect to the stage they have reached in their planniﬁg
efforts, the NCHEMS academic-planning handbook will be modu-
lar. It is expected, initially at least, that a module will be developcd
for eacn of the following design stages:, readmess a’ ‘sment, con-
textual, technical, arid implementation. These ..i-contained
modules will enable an institution utilizing the handbook to enter
the continuum of .procedure and process design at the-appra:_
priate point.

The project to develop Academic Planning: Four Institutional
Case Studies was one of a number of NCHEMS projects funded by
the National Institute of Education (NIE) under contract

-400-77-0004. The’ conclusions and judgments expressed by, the .

author do not necessarily reflect the views of policies of either NIE
or NCHEMS.
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Introduction

BACKGROUND

.

N .

Planning has long been regarded in American education as a
responsibility of institutional managemsnt, Prior to the 1970s,
planning in colleges and uriiversities could be characterized gener-
ally as informal and mainly concerned with expected growth.
Planning that dealt with internal m.atters—which is called academic
planring in this book—concentrated on establishing new programs,
or acquiring new resources to support new programs, or both. Ad-
ministrators for acaderic affairs worried about finding enough
qualified faculty to handle additional courses demanded by growing
enroliments; managers of the physical plant and other faciiities
concentrated or finding or building enough space to accommodate
expanding enrollment; fiscal and budget officars were mainiy con-
cerned with making sure that the additional revenx< was disbursed
according ‘o proper accounting procedures. Planning was planning
for more in the late 1950s and 1960s and an increasing share of both
tax dollars and private funds was channeled to higher education in
these years.

In the Yresent decade, of course, higher education has been
decelerating toward what many believe will be a long-lasting
“*steady-state.”” That may be, but most institutions find their own
state of affairs to be far from steady. By and large, individsal insti-
tutions are in a dynamic state, encountering fluctuating environ-

mental conditions and undergoing institutional chiasige from vearto
- . »

4 -~

Past Planning:
Informal,
Disjurct, and
Expansionary

Institutions
Dynamic and
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2 . ACADEMIC PLARNING
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year. The difficulties of managing this continuing change have
generated new interest at many institutions in adopting formal plan-
ning procedures and processes to achievd~more orderly, better
channeled change. ;\[ﬂ

A discourse on changing conditions in higher edugatiogswill not
be attempted here. (For an informative treatment of the subjzzt, s22
the report of the Carnegie Foundation for the Advancement of
Teaching, More Than Survival [San Francisco: Jossey-Bass, 197¢
But the reader of the present document should note one aspect ..

Resource  change—reallocation. This new resource phenomenon confroats
R‘;'::;“'i"“ institutionsi management with a perplexing variety of decision
Com':,;: choices, but it is not indicative of administrative flexibility or in-
creased discretion. Rather it is indicative of the rigidity of the deci-
sion environment in higher education. The deceleration of income
growth, federally mandated compliance acts, escalating energy
costs, rising tenure ratios, and collective bargaining pressures are
among the forces that have decimated managerial flexibility and left
mary institutions with reallocation as. their only way of imple-

menting change.

Since planning for reallocation and makmg realiocation decisions
are relatively new concerns in institutions of }’gher education, the
iiterature on the subject is scanty. The National Center for Higher
Education Management Systems (NCHEMS), while recognizing the
importance of this emerging issue, also recognized that its staff had
only limited knowledge about procedures and prccesses fer accom-
plishing formal institutional planning and resource reallocation. In
line with advice from a number of representatives of institutions,
the Center launched a project in late 1976 to develop case studies of

53 present practices at some representative institutions. Through these

Identify *, case studies, NCHEMS hoped to identify common elements of the
Elementsof *yarious institutional approaches to institution-wide academic plan-
Planning and
Resource  Ning and resource reallocation. In addition, it was expected that the
Reallocation  case studies would yield information on which to base future effort
to supplement the NCHEMS Academic Unit Planning and Manage-

ment manual, which had appeared in 1976. :

%,

K
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¥
B
gx
'

&3
<.
-

CHARACTERISTICS OF THE CASE-STUDY INSTITUTIONS

Case Studies At the outset, it was felt that the case studies should reflect both the
Reflect  broad range of educational diversity in postsecondary education

m"eml':szm:: and differing missions and scopes. Otherwise, any conclusigns or
\ observations drawn from the case stuc.iies could’ misrepresent
s general practice. Practical utility to other institutional settings also
Q‘ - required that at least one case study be from each of the four princi-

and other reasons, four institutions, each a representative of a prin-
cipal institutional typf)jwere selected for case study.
L

TN
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The Kansas City Metropolitan Community College District
(KCMCC) represents the community/junior college type of insti-
tution. With three traditional college campuses and one non-
traditional college, KCMCC requires planning that recognizes the
individuality and mission of each college while being comparable
and compatible across all four. In this sense, planning at KCMCC
is similar to planning at any institution that has separate schools or

_colleges. However, the distinguishing characteristic of KCMCC

-

planning is that staff at the District level develop the initial draft
plan, which is then reviewed and critiqued by the various college
audiences. This is Lot to say that thére is no college-level internal
program planning. Each college does plan. However, the District
plan is not merely the sum of the four college plans; some combina-
tion of the college plans determines the District plan.

Willa Maria Col\ege represents the independent, undergraduate,
lisefal-arts institutions. With limited organizational and program
complexity, and no repértmg requirements to external funding
agencies, Villa Maria has a process of planning less cumbersome
than that of larger, mofe complex state-related, msm.utfons One
consequence is tbé’t Villa Maria is able to structure planning in a
total, bottom- -to-top manner, in which each faculty or staff member
has an opportunity to exoress concerns, ideas, or solutions and have
them considered. Villa Maria utilizes a Delphi technique for identi-
fying priority concerns and ideas among the set of individual ex-
pressivns, for subsequent clarification and amplification as the
process moves along. ¢ '

West Virginia University represents the major research institu-
tions. With various professional schools (medicine, dentistry, law),
research _centers and institutes, and doctoral programs, West
Virginia has a very formal, structured, and prescriptive planning
process. As befits an institution of this type, planning is de-
centralized; a central planning office facili.ates and coordinates the
procesc. The various group activity centers (colleges, schools)
develop their own processes of planning within guiddiines estab-
lished centrally. Planning is programmatic and other aspects of
planning, such as budget and facilities, follow the programmatic
plan.

Western Washmgton University represents public, state-
supported institutions that do not have doctoral programs. It also
represents that large number of institutions, formerly thought of as

devoted to teacher training, that have recently emerged ds more -

comprehensive state colleges and universities. The transition to a
different mission and role at Western Washington has contributed

" to a desire for formalized planning. The process is centrally facili-

tated and coordinated, as it is as West Virginia. The planning office
provides planning units with guidelines for preparing their own
proposals and establishes a definite calendar for accomplishing
various tasks associated with the process.

| YO
[N
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4 ACADEMIC PLANNING

Taken together, the four case studies give rise to some generaliza-
tions that the reader will draw independently. But those interested
only in the planning process used by a particular kird of institution
should find the appropriate case study reasonably completein itself.
In any case, persons interested in obtaining additional information
regarding one or more of the case studies are asked to contact
NCHEMS before making inquiries at a case-study institution. In
this way, questions common to a number of interested readers can
be answered by NCHEMS without unduly burdening staff at the
individual institutions. If a question does require response from an
institution, NCHEMS will facilitate that response.

" SUMMARY OF PROJECT OUTCOMES

NCHEMS had two objectives in undertaking case-study activitie$™
It is feit that both have been reached. The first objective was 10
identify and understand more fully the issues and complexities of
managing institutional change through processes of planning and
resource reallocation. Reaching this objective contributed to
achieving the second objective, which was to identify certain com-
mon process elements that can serve as guidelines to help an institu-
tion establish it~ own procedures and processes of planning. The
realization of these two objectives has paved the way for further
work. In 1978, NCHEMS plans to develop a field-review edition of
a handbook for the design, development, and implementation of an
institutional planning process.

15




West Virginia University is situated on three campuses at Morgan-
town, in a setting of rolling hills and Piedmont terrain, The down-
town campus, comprisinig some 75 acres, is at the heart of the small
urban area of 45,000 population. A mile and a halt to the north lie
the 275-acre Evansdale campus and the 260-acre Utiversity Medical
Center. The three campuses are joined by a unique personal rapid
transit system, built by the U.S. Department of Transportation as a
national research and demonstration project. ’

WVU is both the land-grant institution and the comprehensive,
major research university of the state of West Virginia. Its distinc-
tive mission within the West Virginia system »f higher education is
to serve as 2 center of graduate education, professional education
and training, research, extension, public service, and continuing
education. WVU is organized inio 18 colleges, schcols, and divi-
sions, which include 96 academic departments. These academic
units offer 163 different programs, leading to degrees at either the
bachelor’s, master’s, or doctorat level.

-

*This case study includés excerpts from Raymond M. Haas, ‘‘Integrating Academic,
Fiscal, and Facilities Planning,”” Planning for Higher Education, 5 (October 1976):
2/5 and excerpts from Raymond {M.] Haas ‘‘College and University Long-Range
Planning,” Proceedings of the 24th Annual Meeting, Southeastern Regional Asso-
cration of Physical Plant Administrators ¢f Universities and Coileges (Morgantav,a,
W.Va.: West Virginia University {1975}, n.np.).

West Virginia's
Land-Grant and
Comprehensive,
Major Research
University
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6 ACADEMIC PLANNING

Academiic year enrcliment on the Morgantown campuses is about
18,000. Summer enrollment generally exceeds 6,000, while various
extension programs throughout the state enroll approximately 4,000
siudents. Full-time faculty number about 1,600, with over half
having the doctorate. Employees of the institution total approxi-
mately 6 000. WVU had a totai budget in excess of $150,000,000
for the 1976-77 fiscal year. As a part of the state-supported system
of higher education, WVU is governed by the West Virginia Board
of Regents. The Urniversity also has a lay advisory board.

WVYU ORGANIZATION AND
ITS RELATIONSHIP TO PLANNING

Figure 1 (page 21) describes the organizational structure for West
Virginia University as it appeared during 1967-77. WVU used an
unusual form of organization at that time, which was the period in
which’ the planning process described herein was developed. By
comparison with the more traditional pyramidal strucutre, the or-
ganization chart for WVU was rather flat. The theory supporting
the flat organizational structure was based on two assumptions:
(1).creativity is fandamental to higher education and (2) creativity
is best fostered through an organizational structure that provides
immediate access for program propcsals to the decisionmaking
levels of the institution. Given the flat structure, creative ideas that
surface at the activity level can be quickly forwarded to the decision-
making level, because there is little or no intervening hierarchical
structure. ) .

On the other hand, a flat organizational structure, with its broad
span of control, perhaps can retard communication. This is possible
because the many managers at each level face the limited ability of
any executive to listen to and deal with everyonc. Tooffset the prob-
lems caused by this broad span of control, West Virginia University
adopted the nse 6f a ‘‘team presidency” or, as it is sometimes

‘called, a “*president’s office.”’ In this structure, those at the vice-

presidential level are organized in a cc yperative manner to share a
piece of the presidency and thus provide a broad base for dealing
with the many facets of institutional management.

In the ;udgment of WVU officials, the use of the concept of a
president’s office along with a flat organizational structure fostered
and enhanced planning as a managerial activity. For instance,
figure 1 shows that the various provosts had no line responsibilities.
Consequently, the natural tendency to establish territorial rights
and vested interes 5, or both, in an organizational structure that
embodicd various lines of responsibility was minimized. Having no
line responsibilities, the various provosts had ‘to confer with the
President and each other on all institutional matters.‘Thegefore, the
participation that is essential to the sucess of planning was
guarantceed. '

EX

17




WEST VIRGINIA UNIVERSITY 7

The 45 various group activity centers, which are displayed in  Fory-Five
figure 1, had no one boss. The boss was, in actuality, the Presi-  Group Activity
R .. . g Centers Report
dent’s Office and the group activity centers related to individuals  ; president’s
within the President’s Office on a functional basis. That is, matters  Office
relating to financia! managemen’ were brought to the attention of
the Provost for Finance, instructional matters were addressed tothe
Provost for Instruction, graduate education and research matters
were directed to the Provost for Graduate Education and Research,
and so on. These kinds of relationships fostered and enhanced plan-
ning because regular comnunication between provosts and the
President was mandatory with this kind of organizational structure.
West Virginia University officials were quick to point out, however,
that planning systems do not necessarily depend on the kind of or-
ganizational structurein the institution. An institution with a more
pyramidal organizational structure could still adopt the academic
and other planning processes in use at WVU. Indeed, upon the
retirement of the President who served during 1967-77, his successor
7T ~—--—indicated that a reorganization of the institution will occur over
time. Thus of ficials at WVU-may-have-the opportunity to test the
operation of its planning system in two diffcrent organizational
settings.

DESIGN OF ACADEMIC PLANNING AT
WEST VIRGINIA UNIVERSITY

Academic planning at WVU is part of a comprehensive, integrated  Integrated,
planning process that includes fiscal and facility planning. Within ~Comp-viteasive, and
. . . - Based on Programs
the context of integration, however, the all-important characteristic _
of planning at WV U is that it is based on academic programs. Aca- )
demic program planning comes first, and all other pianning falls
out as a result. Consequently, academic planning is both the-pri-
mary force in overall planning activity at WVU and the primary  Primaryin
ingredient in the decisionmaking process through which resources ~Resource
. . . ... . Allocation
are allocated on an annual basis by the University admininstration.
It is important to emphasize that fiscal judgments are not made in
isolation from program judgments at WVU. The budget and other
fiscal matters are, in actuality, program judgments ‘.anslated
into numbers.
Planning at WVU is designed around the assumption that plan-  Participation
ning is successful only if it involves those who will have to take part ~ Stressed
in the execution of the plan. Therefore, participation i§ continually -
stressed. It is accomplishc in two ways.
One way is through a unit called the University Council on Plan-  University
ning. (The specific responsibilities and duties of this Council, Council on
. . . . . Planning
together with exam ples of its planning outputs, are d. _ribed on
page 17.) The Cour cil has 12 members: nine faculty and three stu-
dents. In addition, three University officials serve ex officio: the
Director of Physical Plant, the University Architect, and the Pro-
vost for Planning. The 12 faculty and student members of the
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Council do not represent particular subunits of the University and
therefore do not have constituencies. Rather, they are meant to be
University statespersons. Most important, the members are not
called npon to be planners but rather to bring the perspective of
their situations in the University to the considcration of the long-
range future of the University. Briefly stated, the function of the
University Council on Planning is to provide for the President’s
Office a proposed set of planning assumptions that, because of the
tie between planning and budgeting, tecome (along with the institu-
tional statements of objectives) criteria for the decisions that must
be made throughout the planning process.

The second way that participation in planning is facilitated at
WVU is through the fact that the overall design of the process is
based upon initial broad-based participation at the activity levels
(that is, at the academic departments, faculty groups, interest cen-
ters, and so on), with a more narrow focusing of participation as
the process moves through various review stages. For the 1977-78
planning year, 30 of the 45 group activity centers had established
their own councils on planning. A council consists of faculty and/or
staff and students from an activity center and, in some cases, from
other centers in the University. In this way, both the perspectives of
the activity center and thcse of other centers are brought to bear on
the center’s own particular planning activities. The fundamental
strategy is that faculty, as representatives of academic programs,
are free to describe their future {eventually the future of the Univer-
sity) as they see it, informed by the constraints and parameters that
define the boundaries for their efforts. In this way, planning at
WVU involves those who are being planned for.

Steps in the Academic Planning Process

The first step of the process is the development of planning assump-
tions by the University Council on Planning. In addition to these
planning assumptions, the Office of Institutional Research prepares
various input/output/productivity data which are shared with the
deans and directors of the group activity centers.

In the second step, group activity centers use the planning
assumptions and other materials to develop their own planning
assumptions. Each group activity center has its own procedures for
developing its planning assumptions. While at present only 30 unit
planning councils are in existence, it is planned that all 45 group
activity centers wiil have their own council on planning operating in
relationship to a dean or director in a2 manner similar to the way in
which the University Council on Planning serves the President’s
Office.

The third step is the actual preparation of plans by each group
activity center. These plans consist of four parts: (1) an annual re-
port of the activities of the past year; (2) recommendations and
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plens for the fuiure based on ‘ne analyses described in the annual
report section; {3) the following information for each current activ-
ity: (a) those activities to be eliminated in the year immediately
ahead or beyond, (b) those activities-calling for decreased resource
allocations in the year imrmediately ahead, and (c) those activities
calling for increased resource allocations in the year immediately
ahead; and finally (4) proposals for new programs including de-
:ailed budget proposals und justifications. In addition, these pro-
posals musi be ranke in priority order for the group activity center
by the dean or director. with primary justification being based on a
proposal’s relative importance to the attainment of stated objectives
and its consonance with stated planning assumptions for both the
individua! unit an{ the University as a whole.
1e fourth step in the planning process it the first level of review.
Group activity center plans are forwarded to the President’s Office
staff. Each group activity center dean or director is also invited to
make an oral presentation of the center’s plan to the President’s
Office. This oral presentation accomplishes a number of functions,
including an overall review of the unit’s performance during the
past year as specified in the annual report section of the plan, as well
as a review of the priority proposals for the year immediately ahead.
The fifth step is initiated when all activity center conferences
have been completed. The President’s Office then prepares an
annual plan and operating budget request for the year immediately
ahead. The plan and budget are constructed through the develop-
ment of a University-wide listing of program priorities. It must be
stressed that the budget request that is developed is based upon the
decision criteria (planning assumptions) as initially formulated and
proposed to the President’s Office by the University Council on

- Planning, a group made up of faculty members and members of the

student body. In this way, resource allocation is a direct con-
sequence of program planning and two processes—planning and
resource allocation—become one system.

The sixth step occurs five to six months after the anrual plan and
budget request have been forwarded to the Board of Regents. This
can be thought of as a ““fine tuning’’ step, in which group activity
centers have an opportunity to alter the priority ranking of pro-
posals, based upon new and current information. It should be
noted that any suggestion 1 alter the priority ranking of a program
is judged according to the same criteria upor. which the original
proposals were judged and ranked. The group activity center can
also offer new proposals for review and ranking, based upon info:-
mation that may not have been available at the time of the original
preparation of the plan. This guarantecs flexibility in the planning
process as well as a continuing opportunity to update and revise
the plan. Planning at WVU is therefore a continual process, not a
one-time project that results in a finished, permanent document.

The seventh step is the translation of the annual plan into the
budget through the allocatiors of resources to the proposals con-
tained in the plan, according to the functional allocation of funds to
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the University by the Board of Regents. This preliminary annual
plan and budget is then reviewed with each group activity center
dean or director before the final annual plan js prepared and trans-
lated into a budget for transmission to the Board of Regents.

Throughout the year, on a weekly basis, the Presideni’s Office
meets to receive requests from group activity centers for permission
to change their plans for the current year. To preserve the integrity
of the system, these requests are subjected to the same decision cri-
teria that were applied to the planning proposals submitted origi-
nally. As mentioned previously, these opportunities for imple-
menting changes to the plan are meant to foster flexibility and
responsiveness in the planning process. Further, since any changes
made to the annual plan are funded with monies retrieved from
allocations made to plans that were previously approved but not
executed, the institution 15 able to constantly push its available re-
sources toward the support of its current highest priorities.

In addition to the weekly review of proposals for changes in the
plan, the budget office disseminates budget-status reports monthly
to the managers of each group activity center and to the President’s

Office. Since the budget is but a numerical representation of the- -

plan, these status reports provide a mechanism for evaluating how
well the plan is being adhered to throughout the course of the year.
3

c

THE 1977-78 ACADEMICPLANNING PROCESS AT WYU

The academic planning process at West Virginia University can be
understood best by following the process through its various facets.
The process by which the university community addressed planning
for the 1977-78 fiscal year is described in chart form in table i.
Specific items and materials that are mentioned in this chart de-
scription are discussed in greater detail in subsequent sections of
this document. It should be noted that group activity center plan-
ning for the vear 1977-78 is actually begun in fall 1975, some 21
months prior to the time when the results of the process are actually
implemented in the form of the University’s operating budget for
fiscal year 1977-78, whicn begins on July 1, 1977. Thus, the period
September 1975 through May 1976 is included in this chart descrip-
tion of the academic planning process to indicate this ‘‘front end
activity.” The College of Arts and Sciences is used as an example
for (his period of time. )

Collcge of Arts and Sciences Planning Activities
The College of Arts and Sciences at WVU is the University’s largest
college, encompassing 16 academic departmerts and five non-

departmental program units. It has approximately 300 full-time
faculty, approximately 7,500 students (headcount) enrolled in one
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or more college ccurses during the fall semester, and an cperating
budget of roughly 8.5 million dollars. As one of the University’s 45
group activity centers, the College engages in what can be described
as responsive planning, i.e., planning activities performed at the re-
quest of the President and the University Council on Planning. Re-
ceiving limited emphasis during recent years is college planning that
is not necessarily in a response mode, but in a creative, innovative
mode for the College itself. For instance, the College of Arts and
Sciences intends to dovetail and integrate its own internal needs for
planning more closely with the University’s planning process as the
College gains more experience with the pianning process.

The College has its own counterpart to the University Council on
Planning (as do 30 of the 45 group activity centers) and, in fact, it is
called the College of Arts and Sciences Council on Planning. This
college council functions for the College in a manner similar to the
functioning of the University Council on Planning for the Univer-
sity. The College Council prepares and proposes planning assump-
tions to the Dean for the College’s planning efforts in the same
manner that the University Council on Planning prepares-anc pro-
poses planning assumptions to the President’s Office for the Uni-
versity planning process. The College’s planning assumptions an.
therefore its decision criteria for resource aliocation are based upon
the University planning assumptions but are not limited only to
these The College is free to describe different (even contrary) plan-
ning assumptions as long as a supportive rationale and justification
is provided.

The planning assumptions for the 1977-78 planning year, formu-
lated by the College of Arts and Sciences Council on Planning, are
given in table 2 (page 36).

The College of Arts and Sciences Council on Planning formulates
a proposed set of planning assumptions and forwards these to the
Office of the Dean. While the assumptions proposed by the Council
have most often remained intact, it is the Dean who, in the role of
planner, determines their final form. Typically, this stage in the
planning process is chiaravcerized by intense discussions between the
Dean and the Council. After review and approval by both the Uni-
versity Council on Planning and the President’s Office, the Office
of the Dean then distributes the final version of the planning
assumptions to the chairpersons and other subordinate administra-
tors for use in the development of annual reports and program pro-
posals at the unit level. The planning activities and schedule for
these unit-based activities in the College of Arts and Sciences during

the 1975-76 academic year (September 1975-May 1976) were as ,

listed in the following schedule:
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R’Vovember 1978
1st Week
. 3rd Week

Decemb-r 1975
Jansary 1976

March 1976
2nd Week
Last Week

April 1976
Ist Week

2nd Week

May 1976
1st Week
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¢ Review planning schedule for academic year and receive recom-
mendations for charge—Department Chairpersons and Dean
e Distribute statements of vujectives and planning assumptions to

‘the chairpersons. -Request review anu recommendauons for'

.

achievement of ob]ectlves—Dean s Office
¢ Review of University Council on Planning schedule and discus-
sion of impact upor. A & S Planning—A & S Planning Council
» Discussion of format for annual (teport—Chalrpersons and
Dean’s Office . . x) .
¢ Recommendations for révision of plannmg\asvs&mptions, objec-
_ tives, and planning schedule from Chairpersons to Dean

e Final recommendations to Dean for ‘annual report format—

Planning Council and Chairpersons

-

e Draft of annual report format to chairpersons fpr review and
recommendations—Dean’s Office

¢ Revised statements of objectives and planning assumptions “dis-
tributed to chairpersons—Dean’s Office (based upon College
Counci} or Planning)

¢ Recommendations due to Dean for fi nal draft of annual report’
format—Chairpersons .

e Annual report format to chairpersons—Dean’s Office
¢ Reminder to present departmental annual reports to Dean by
March 15—Dean’s Office

¢ Annual reports due—Chairpersons d
e Review of annual reports—Departmental Chair, ruersons and Dean
(individual appointments) .

e Establish implications for budget request—Dean’s Office
o Distribute list of college budget pn(ymes to chairpersons for
review and recommendations—Dean’s Office S

¢ Recommendations to Dean for revision of budget priorities—
Chalrpersons
oﬂege annuat report draft and request budget draft—Dean’s
Off ce
e Review of annual report and request budget with faculty—
General Fac¢ulty Meeting

,® Present annual report and request budget to President’s Office

staff—Dean’s Office

¢
The total planning process, including both the group activity cen-
ter planning activities and university level plannmg °CthlllCS, can

.




© .t

WEST VIRGINIA UNIVERSITY _ ] ' 13

! probably be best understood in the context of the entire 24-month
" period if it is preserited in modified Program Evaluation Review
Technique form, as given in figure 2 (page 23).
" West Virginia University has established four different kinds of »
planning tools to aid in the various stages of the planning process.  Planning Tools—
» All of the tools are alike in.one way; that is, they provide a common (T:z""’"‘tj
< understanding and a common basis for the various planning activ- ,,.,':,m'“:w'
L ities amo